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The White Pouts 
Washington dS* '«• 


{S' 


w- ••*■ -/ 


, 1 JAN i^ 64 



25X1 


25X1 


Dear M r. Preeioeut; 


Thi* is in reply to your memorandum of 30 November 1943 
concerning year desire lor maximum economy aac efficiency ia the 
Federal Government. In Ifee attached paper i have stated briefly 
some of the major steps taken within the Central Intelligence Agency 
in 1963 la furtherance el this goal. I have eiso outlmsi certain 
measures planned or in process which should continue and accelerate 
the progress already made in One direction. 


When I assumed the responsibility as Director ox Central 
Intelligence* I immediately orgaaiaeda task force composed of: 

- Y Lyman Kirkpatrick, i-. xacutive Director-Comptroller, CIA; 

7 ’ Executiv e Secretary, President 1 * Foreign 


25X1 


biidilg#R€0 Ad visory Boifd; A£^i[ 


''artowit y i 

lto work under my direction as© with me in examining 
the activities, operations and ma&ageKMMd of aaeh and every division 
and directorate of the Central Intelligence Agency for the purpose of 
determining the nasu for the work undertaken and the efficiency with 
which the directorates were managed. The oral and written reports 
of this group have been most useful to me and my Deputy in admin- 
istering the affaire of the Agency. 


As a result of their examination, two task forces were estab- 
lished. one under Mr. John Bros*, my Deputy for National Intelligence 
Programs Evaluation, to study in depth manpower utilisation: th ® 
second under hr, Lyman irk pat rick ©a oereoraaei management. The 
result* of the studies Ol these two groups elgnificanUy improved our 
management functions and stemmed the built-in personnel 



jN-FILE NSC RELEASE 
NSTRUCTIONS APPLY 



Approved For Release 2006/12/04 : CIA-RDP80B01676R000400180012-8 




Approved For Release 2006/12/04 : CIA-RDP80B01676R000400180012-8 




25X1 


25X1 

25X1 


It is pertinent to note that Use Central Intelligence .Agency, 
in end of itself, represents only between l Q% and 20% of tbs total 
United 'States intelligence effort. The exact percentage defends 
upon whether certain military activities each as Air Force and 
Naval reconnaissance unite are classed as "intelligence At 
least 80®/- of the intelligence effort is in the Defense Intelligence 
Agency, the intelligence units of the Services, the National Security 
Agency and the communications intelligence activities of the Services. 
It is obvious therefore that the terms of reference of my appointment, 
which placed upon me responsibility for coordination and guidance of 
the community, is of utmost importance if our intelligence costs are 
to be minimised and duplication and unnecessary effort avoided. 


Coordination has until recently been undertaken by me 
personally, supported by CIA staff, and it has been ejfgcti/ e in 


as 


* great many areas. Last fall I appointed 
uiy Deputy for National Intelligence Programs Evaluation aad he 
ts now equip ped with a most capable staf f drawn from the Bureau 

of the Budget 


Department of Defense 
White House (Mr. Thomas A. 
responsibility is to examine 
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25X1 


Parrott) and others. 

various intelligence activities, to report to me and to the United 
Hates intelligence Board on them, and to recommend charges and 
modifications considered necessary in the interests of improved 
intelligence and economy. As of now a task force under Mr. Benjamin 
ihute is commencing an examination in depth of our comm micatlons 
intellige nce organisation and activity which in itself involves about 
civilian and military person nel. A second task force under 

is examining intelligence collection 
This examination will be extended 


25X1 


sou reporting on the Middle East, 
to other geographic areas. 


The level of effort in the field of intelligence is not 
measurable by any ‘norms ' applied to other government activities 
or to private enterprise. I have found that the establishment of 
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intelligence objective* without consideration of the cost or man- 
power required to accomplish the objectives has in the pas; been 
a serious deficiency in the management of the intelligence com- 
munity. I therefore plan that the United States Intelligence Board 
in establishing intelligence objectives, which is the Board’s 
responsibility by NSC directive, will concern itself with the issue 
oi manpower and cost involved in such decisions. 

tespectiuiiy yours, 


O/BPAM 
Orig &; 1 


j 2 J an 1964 

- addressee (w/attach ) 


1 - DDCI 
1 - ER *- 


1 - ExecDir -Comptroller 
Rewritten; JAMcCone : 

Final typitg : O/ ExecDir; kg 


figned) JOHN A. SloCOMJS 

John h . McCone 


nun 1 3 
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jcc JH dttt measures withji; cxa 


Riot Acccxrg>lia ba iftntft 

Ik the poet yea? imprEnreacnts in the dee is ion-making proeess of 
top imaageiijent have begun to ssaterLalifte following organ! sat ior*al 
change® Inaugurated in the -previous year. In ^urticular, the flow of 
information m fiscal otters has been erOxmeed, the budget review 
process strengthened, and the control over allocation of Agency resources 
strengthened by assigning the ctxaptrollcr filiations to the Executive 
Streeter. 

‘the review sad approval process for Agency activities bae been 
revised to facilitate a store orderly execution of our plans and programs, 
fhls is particularly important since ranch of the Agency’s work is 
comprised, of a vsyr lad of aatall efforts which my require only a few 
aoplcyees and a few thousand dollar® s thus an effective ate® ns of 
gathering in the reins at sncccecive echelons of canssmd is essential 
in our daily operation!? . 

Last year the Agency adhered closely to a hold-the-lim budget 
posture except for those high priority programs whore growth ma 
essential. and directed, e.g. photo- interpretet Ion, reccamais sance and 
ccggy inications . On the aeapover front, by careful wei ghing of priorities , 

! (positions were reallocated from within the Agency to eceoraaoilate a 
greatly enqsended scientific sod technol ogica l effort. Calculations show 
that a wojriklowd absorption of -acre than l "k aaa year© was achieved in 25 x 1 
intelligence production, covert operations and support, and in addition 
uneo mpessated overt hae sad forfeited annual leave accounted f or nearly 25X1 
| | s&n years. She net effect of these economies %me about a [ | 

percent saving in raenpower. 
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Intelligence producing components or t tw Agency Imr© experienced 
a steeply rising volume of activity end* except for gtotogra phlc i nter- 
pmt'fition, this tos been largely absor bed w ithin existing ^rseos.®;. 
level# ( estimated saving# of more tton | b aa years). 3y careful 
shifting of key intelligence officers, gjtidaanee to the intelllge®ce 
collection naadiinery has been central tsed * providing more flexibility 
swifter response to crises, fhe toeie intelligence function me 
ccs.-R>letely recast to eliminate work on infom*tio« of a transient nature, 
and the reference service# effort on industrial Inste 11 et ions updated 
to r eflect only current targets of the highest priority (a reliction 


25X1 


from 

e ontinustiosi of the 


")» Is & government -vide sense, the 
' centraUsecT concept with regard to national 


photo interpretation needs and certain translation services iuauoubted Ly 

caved a great asaoimt of federal fund©. 

Our support and service orsBaiaatlon has. for some ycert; contended 
with a steeply rising ■w'CaSfclo&d, as demonstrated la as improve ive array 
of statistics, with essentially a© IncrcKise 1ft manpower, ‘tfte only 
exception toe been la eoamiaicatian# whore ■&> have responded to a 
ont tonal re.juireraeat for a greatly improved c oew m lc stioas capability, 
(la the last three year#, world -wide cotyeinicstions traffic volume me 


J 


Indicative of som e of tto mino r steps taken to curtail expenditures 


axe a sharp cutback in| |alr tTWvelj la covert operations, a 

move toward greater use of in-boune leg*,! capability rather than resort- 25X1 
lag to more expensive private law firms} creation of a much needed 
mid-career training nrogrem from ex 1st lap, recourcesi and saw arreutgemonta 


effects of hold-down actions token during tJte budget cycle 
when successive echelon# of Agency muna geraaut ere coud ’ctin k hea. rings , 
tjeighing alternatives, and poring away non-ccscntialr, are illustrated 
graphically in the following ctsaparisoa: 
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Opon receipt of the President's meiaornndun of 3‘> Koveaber 1963 , » 
number of actions were taken iianeb.iE.tely: 


* the Executive Director-Comptroller w&a instructed to review 
with Deputy Directors at least once every quarter progress 
made in effecting farther economies ; 

- recruitment was drastically cut back and very rigid controls 
applied to entering on duty any new employees} 

- the expansion of our communications staff was halted and 

the rate of growth in photo interpretation capability checked 
pending restudy of requirements} 

- a much strengthened manpower control system was instituted, 
with governing measures extending deep into organisational 
echelons } 

- a series of problem areas wherein further economies may lie 
wore identified to subordinate commanders with instructions 
for reappraisal and reporting back; 

- a system was invoiced whereby unusual and/or costly demands 
placed cm support and service components will be screened at 
Executive Idrector-Coraptroller level} 

_ a reassessment of true Agency needs for the input of Junior 
Officer Trainees over the next 1<3 months will be made} 

- 3 - 
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a vi sto roue attach was fltele Mn . 
instructions lessee which should 
in thin arm.* 



^ workload and 
st scrK" reel reduction 


The covert era tee in *«!»& an objectives! 

under which our worses* poets ^ ^ car^tihle with current; 

listed therein conform vith' ?TSl^aSvS*SSS of all 

°»2£g2 study vm ^ to ± & ftcele * 

Very promising erjuijssent to aid in ^ iSSiate 300?. 

contracted tor# which it Is ® a ^^^ Btioroe v f t h no sdditiami personnel . 
Increase in output of ^sten trsns^ officer, the intelligence 
Otader the leadership of a senio «elf-c:nsniR»tioa to ensure that 

personnel, ere being utiiiseo w-^ eoBtly business of document 

current oMeetlre.. In ritXtHn, «» «f * IoS*d ,t 

handling, a feasible eow*a»r of .Hopover, *s 

very carefully, 

fc requite** .icv-dc^ «1U »£“£ ’ '^cS 

aiioinlstrotian fraction Jmt auso tbe • ij ^ h ^ dlreetly related 

emoc space »***-■*• * 

to personnel strength. In . smraort hash## such 

vUllw. to te greeted to ^£4X« off of 

a® administering t.ie nev «mriy 3^5 requiretas^nt.B for this 

the build-u p -ill lover FT u9&5 retire*™ 


activity by[ 


». -« u-r 1U » * ygffSS ££LST5l! « 

thre^v «* LISwS will «rf»» oBwr «p«te 
Of Agency -wide protKetss msgvy* adalniatrativc- 

of substantive progress, operating proceteu^o, -na 
practices wherein further economies esm be effected. 

At the »e tlm ttot tte« assure, are hrtag *g»» ^1*1 b tl^ 

Tntol lienee Agency, the intelligence wwltjf tt V?" Jovian 
uentrat into 1 lagenet. «g «« the nrcblcma of «ast«# duplication 

te moving to*** ^ Militated 

ate itemcicney, of Central Intelligence fw 

by the efforts of the deputy « w ^ „ % ^ a fry months 

Mtt»t Intelligence !Ti^« ^utvfX^TbShg snorted 

by » staall staff c&ref^iij seteew, u n ead ^fiance necessary 

^ffS^'^rS^Sr 2 ^uoncl - 

intelligence purposes. 
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Washington 


, ‘-7 November 30, 1963 

MEMORANDUM FOR THE HEADS OF DEPARTMENTS AND AGENCIES 

I have pledged that the Executive Branch will be administered with the 
utmost thrift and frugality; that the Government will get a dollar's value 
for a dollar spent; and that the Government will set an example of pru- 
dence and economy. 

To carry out this pledge, I intend: 

. ' m . _ 

To examine agency budget requests with the determination 
to hold the 1965 Budget to the barest minimum consistent 
with the efficient discharge of our domestic and foreign 
responsibilities . 

— To give you my full support in your efforts to achieve 

administrative or legislative changes which will eliminate 
unnecessary procedures, curtail or drop programs of low 
utility, institute consolidations or other organizational 
economies, and effect savings in procurement. 

To support salary scales for civil servants, military per- 
sonnel, and policy officials which will enable you to retain 
and recruit talented, energetic, and imaginative employees. 

To accord increased recognition to those governmental units 
and individuals that make notable advances in providing 
efficient service at lower cost. 

To assist me in carrying out my pledge, I ask you: 

To assume personal day-to-day responsibility for making 
your agency a model of good management and economical 
administration. 
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o press ahead vigorously with your program for manpower 
control and utilization which you developed in response to 
President Kennedy’s directive of October 11, 1962. 

To hold a g en cy employment at or below the personnel targets 
f established in response to President Kennedy's statement to 

f the Cabinet of September 23, 1963. 

To make clear to your staff that each Government employee 
is responsible, not only for doing his assigned job to the best 
of his ability, but also for devising and proposing ways to 
improve his performance. 

-- To seek the advice of Committees of the Congress, and of 
private organizations and individuals, in finding ways to do 
the public business more economically. 

-- To submit to me promptly a report of major cost reduction 
actions taken during the past year, and a statement of the 
steps which you propose to take in the next year to tighten 
your operations and effect savings. 

The Federal Government has reason to be proud of its many recent achieve- 
ments in management improvement. But we cannot rest on past accomplish- 
ments. There are as many savings to be made in the future as have ever 
been made in the past. The citizen's faith in free government is strongly 
influenced by the extent of his confidence that public servants are alert and 
efficient in conserving the Nation's resources entrusted to their care. For 
this reason, we must work hard to reduce the costs of Government, not 
only for the sake of the sayings to be made, but also in the interest of 
vindicating the people's confidence in the institutions of democracy. 


signed Lyndon B. Johnson 


1 ( 1 / ^ 01 9 33Q 
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